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RESPONSES  TO  INSPECTOR  GENERAL'S  RECOMMENDATIONS 
FROM  REPORT  ON  THE  M.D.C.-  September  12,  1983 


This  report  is  an  item  by  item  response  to  the  thirty-eight  specific 
recommendations  made  by  the  Inspector  General  in  his  report  on  the  MDC 
Parks  Division  and  Central  Management  Services.   The  listing  is  by  chapters 
and  gives  a  very  brief  statement  of  the  recommendation  followed  by 
our  response. 


Chapter  5   Project  Planning 

1.  Upgrade  cost  estimating  skills 

We  agree  that  efforts  must  be  made  to  improve  project  cost  estimates 
A  joint  DCPO/MDC  training  program/session  will  be  held  to. better 
train  MDC  project  engineers  in  cost  estimating  skills.   The  agency 
will  also  review  the  possibility  of  adopting  a  more  formalized  cost 
estimating  procedure,  such  as  the  DCPO  form,  and  retaining  qualified 
independent  cost-estimators. 

2.  Separate  study/design  contracts 

The  MDC  Parks  Division  will  require  separate  study  and  design 
contracts.   While  this  procedure  will  take  some  additional  time  and 
dollars,  it  will  insure  a  more  objective  project  design. 

3.  Establish  policy  framework  to  guide  and  control  planning 

The  MDC  agrees  with  the  need  to  update  the  Parks  Division  master 
planning  system  proposed  by  McKinsey.   MDC  has  requested  additional 
funds  in  the  FY-' 85  budget  in  order  to  competently  review  and  update 
the  master  plan.   The  agency  also  intends  to  establish  an  agency-wide 
project  planning  period  for  the  upcoming  fiscal  year  (May  through 
July)  for  presentation  to  the  Commission  in  mid- July. 
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4.    Detailed  project  justifications  in  preliminary  program  plans 

The  Parks  Division  currently  requires  project  engineers  to 
prepare  project  justifications  in  preliminary  program  plans; 
however,  these  justifications  need  to  be  improved.   The  MDC  will 
seek  to  strengthen  this  phase  of  project  planning  (1)  by  hiring 
more  competent  engineers,  (2)  by  hiring  more  planners  to  work  on 
program  plans,  rather  than  have  engineers  doing  all(  the  planning 
>  work,  and  (3)  by  training  staff  to  prepare  project  justifications. 

Chapter  6  Consultant  Screening  and  Selection 

1.  Improved  procedures  for  the  Consultant  Selection  Committee 

We  strongly  agree  that  the  Consultant  Selection  Committee  must 
consider  past  performance.   The  MDC  Contract  Administrator  has 
already  instructed  the  Committee  and  engineers  to  use  the  Consultant 
Rating  Form  (see  attachment  A).   In  addition,  while  the  Contract 
Administrator  has  required  reference  checks  in  the  past,  he  will 
adopt  a  more  formal  reference  check  system,  similar  to  that  used 
by  DCPO. 

2.  Formal  documentation  and  approval  of  policies  governing  consultant 
selection  process 

The  MDC  will  formally  approve  and  document  all  policies  and 
procedures  governing  the  consultant  selection  process.  This  will  be 
done  in  writing  and  seek  to  address  screening  and  selection  criteria 
applied  by  the  Consultant  Selection  Committee. 

3.  Enforcement  of  Consultant  selection  procedures 

The  Contract  Administrator  memos  referred  to  in  #1  indicate  the 
efforts  being  made  to  further  enforce  consultant  selection  proce- 
dures.  In  addition,  the  Contract  Administrator  will  conduct  training 
sessions  to  assist  the  Consultant  Selection  Committee  in  the  use  of 
consultant  screening  and  evaluation  procedures.   We  will  also 
consider  restructuring  the  CSC  and  developing  a  reimbursement  program. 
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4.    Maintenance  of  central  file  of  consultant  evaluations 

We  agree  that  MDC  should  retain  completed  consultant  evaluations  in  a 
central  file,  rather  than  the  present  system  of  having  only  Consultant 
Selection  Committee  members'  individual  files.   The  Contract 
Administrator  (1)  will  require  each  Committee  member  to  provide  him 
with  a  completed  evaluation  form,  (2)  will  review  these  for  complete- 
ness and  consistency,  and  (3)  will  file  these  forms  by  contractor. 

i      5.    Update  of  Consultant  Selection  Manual  ,'• 

The  Contract  Administrator  will  update  the  consultant  selection  manual 
to  see  that  all  policies  and  procedures  are  clearly  stated.   All  mem- 
bers of  the  Consultant  Selection  Committee  and  the  Commissioners  will 
receive  a  copy  of  the  manual  and  instructions  for  its  use. 

Chapter  7   Contractor  Prequalif ication  and  Selection 

1.  Review  past  performance  in  prequalifying  contractors 

The  MDC  has  in  the  past  and  will  continue  to  consider  past  performance 
in  prequalifying  contractors.   The  MDC  will  seek  to  strengthen  the 
system  by  such  measures  as  developing  a  more  systematic  and  standar- 
dized use  of  references,  similar  to  that  used  currently  by  DCPO.  We 
will  also  create  a  clearinghouse  for  information  on  references  and 
past  performance,  involving  all  state  agencies  hiring  contractors.  We 
will  further  strengthen  the  prequalif ication  system  by  staggering 
prequalif ication  process  throughout  the  year,  rather  than  making  all 
prequalif ication  decisions  simultaneously. 

2.  Reject  low  bids  based  on  past  performance 

Once  MDC  has  prequalified  a  contractor,  it  is  very  difficult  to  reject 
his  lowest  bid  based  on  past  performance.   By  strengthening  the  pre- 
qualif ication  process  we  will  decrease  the  probability  that  poorly 
qualified  contractors  are  even  bidding.   However,  new  information 
could  surface  between  the,  times  of  prequalif ication  review  and  bid 
review,  which,  had  it  been  available,  would  have  caused  the  MDC  to 
make  a  different  prequalif ication  decision.   In  order  to  utilize  this 
information,  the  MDC  will  develop  procedures  for  revising  a  prequali- 
f ication  decision  at  the  bid  review  time,  based  on  new  information. 
A  Construction  Management  Task  Force  will  address  this  issue. 
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3.    Establish  and  enforce  written  prequalif ication  standards 

The  Construction  Management  Task  Force  will  focus  on  the  overall 
issue  of  establishing  and  enforcing  prequalif ication  standards.   It 
will  seek  to  set  the  standards  by  which  a  contractor  is  prequalified 
for  certain  types  of  work,  and  steps  necessary  to  successfully  imple- 
ment prequalif ication  procedures. 

\  4.    Consultants  submit  list  of  clients  with  financial  interests 

in  prequalif ication  decisions 

MDC  will  require  that  consultants  who  may  influence  prequalif ication 
results  submit  to  the  Contract  Administrator  a  list  of  all  current 
private  clients  having  a  potential  financial  interest  in  prequalifica- 
tion  decisions.   Qualified  MDC  staff  will  continue  to  analyze  all 
financial  information  prior  to  the  financial  consultants'  review. 

In  addition,  contractors  seeking  prequalif ication  will  be  required  to 
list  in  their  written  submission  all  of  their  construction  projects 
during  the  past  5  years  rather  than  simply  the  "major"  ones. 

Chapter  8  Project  Management 

1.  Create  an  Independent  Audit  Unit  to  monitor  project 
management  system 

The  MDC  has  proposed  creation  of  an  Internal  Audit  Dnit, 
reporting  directly  to  the  Commissioner,  and  consisting  of  a  Director 
with  four  separate  sections:   Investigation,  Financial,  Contracts, 
and  Management.  The  Internal  Unit  would  provide  a  comprehensive, 
agency-wide  audit,  evaluating  programs  to  ensure  the  agency's 
integrity. 

2.  Ensure  qualified  engineers  and  manageable  workloads 

MDC  will  make  every  effort  to  ensure  that  all  project  engineers  are 
qualified,  either  through* training  of  existing  staff  or  new  hirings. 
These  additions  and  improvements  should  allow  for  more,  manageable 
workloads.  Through  the  introduction  of  an  effective  performance 
appraisal  system,  future  promotions  should  reflect  administrative 
competence,  demonstrated  skills,  as  well  as  technical  expertise. 
Finally,  the  MDC  will  create  a  Professional  Standards  Review 
Committee  to  assist  in  screening  new  entries  and  recruiting  or  pro- 
moting the  most  qualified  staff. 
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3.  Implement  milestone  monitoring  and  reporting  system 

The  MDC  through  its  Construction  Management  Task  Force,  will 
design  and  institute  a  major  milestone  monitoring  and  reporting 
system.   The  present  work  project  scheduling  system  and  the  monthly 
exception  reports  are  useful  documents  for  reporting  on  the  status  of 
projects,  but  a  milestone  system  will  assure  the  Commissioners' 
knowledge  of  problems  or  delays.   Project  engineers  will  prepare 
written  evaluation  reports  at  each  milestone.   Division  Managers  will 

■  review  these  reports  and  the  Contract  Administrator  .should  keep  the 

v         reports  on  file. 

4.  Establish  guidelines  for  invoice  approval 

The  MDC  currently  has  a  system  to  establish  and  verify  invoice 
approvals.   Project  engineers  are  required  to  substantiate  that  the 
work  billed  has  in  fact  been  performed.   The  project  engineers  do  not 
review  dollar  amounts  on  invoices;  this  is  performed  by  the  Contract 
Administrator  and  the  Finance  Office.   The  invoice  verification  and 
approval  system  will  be  analyzed  by  the  new  Internal  Audit  Unit  to 
determine  ways  to  strengthen  the  system. 

5.  Institute  a  project  tracking  system 

The  MDC  currently  has  a  system  for  tracking  and  monitoring  the  status 
of  projects,  however  the  system  does  need  to  be  strengthened.   While 
the  monthly  exception  reports  and  quarterly  reporting  system  allow 
Division  Managers  and  the  Commission  to  be  aware  of  the  progress 
of  scheduled  work,  the  milestone  reporting  will  improve  the  tracking 
of  project  development.  A  more  useful  tracking  tool  will  be  deve- 
loped, to  replace  the  wall-sized  chart. 

6.  Establish  policy  on  exception  reports 

The  MDC  will  continue  to  emphasize  and  enforce  its  policy  of 
requiring  exception  reports  by  continuing  its  training  program  and 
its  periodic  review  of  exception  reports  to  assure  their  uniformity. 
The  Internal  Audit  Unit  will  also  focus  on  the  completeness  of 
exception  reports. 

7.  Send  Final  Review  Committee  Reports  to  Contract  Administrator 

The  MDC  will  require  that  the  Parks  Division  forward  copies  of  all 
Final  Review  Committee  reports  on  completed  construction  projects  to 
the  Contract  Administrator. 
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8.  Require  written  reports  at  completion  of  project 

The  MDC  will  require  that  Central  Planning  prepare  a  written 
project  summary  at  the  completion  of  major  parks  construction 
projects.   This  information  will  be  forwarded  to  the  Contract 
Administrator  for  inclusion  in  the  central  file.   The  Commission 
will  also  use  this  information  to  understand  any  problems  associated 
with  a  project. 

9.  Maintain  complete,  accessible  set  of  project  files 

The  MDC  will  propose  that  additional  clerical  staff  be  hired 
to  maintain  a  complete,  accessible  set  of  project  files  in  the 
Park  Division's  Project  Planning  and  Maintenance  section. 

10.  Sign-off  system  by  operating  and  maintenance 

The  MDC  will  require  that  the  Parks  Division  institute  a  formal 
sign-off  system  to  ensure  that  operating  and  maintenance  concerns  are 
considered  during  project  design  and  construction. 

Chapter  9  Maintenance 

1.  Creation  of  Maintenance  Planning  Unit 

The  MDC  seeks  to  strengthen  maintenance  activities  and  planning 
by  leaving  the  Parks  Division  responsible  for  day  to  day  operations 
and  maintenance,  while  the  heavier,  more  substantial  repair  and 
rehabilitation  will  rest  with. Central  Services.   Further,  Central 
Services  will  be  responsible  for  assessing  the  preventive  and 
remedial  maintenance  needs,  monitoring  maintenance  schedules,  and 
inspecting  facilities. 

2.  Adoption  of  maintenance  plan 

The  MDC  Parks  Division  will  be  responsible  for  day  to  day 
maintenance  work  schedules;  however  the  comprehensive  maintenance 
planning  program  will  be  developed  by  Central  Services.   The 
completed  plan  will  be  reviewed  by  the  Director  of  Reservations  and 
Recreation  and  Parks  Division  Director  before  being  incorporated 
into  the  master  plan  as  well  as  annual  budget  requests. 

3.  Ensure  qualified  maintenance  personnel 

The  MDC  is  in  strong  agreement  that  the  maintenance  personnel  are 
understaffed  and  often  lack  adequate  training.   The  agency  will  use 
both  in-house  training  programs  and  hiring  practices  to  see  that  main- 
tenance personnel  are  sufficiently  qualified. 
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4.  Institute  maintenance  information  system 

A  reporting  system  for  assessing  maintenance  performance 
will  be  established  by  Central  Services.   This  will  include 
periodic  site  visits  and  result  in  quarterly  performance  reports 
submitted  to  the  Director  of  Control  Services  and  the  Director 
of  Parks. 

5.  Budget  requests  must  contain  sufficient  funds  for  maintenance 

MDC  will  make  every  effort  to  obtain  adequate  funding  for 
facility  maintenance.   The  budget  requests  for  sufficient  funds 
for  maintenance  are  a  priority  in  the  FY-' 85  budget. 

Chapter  10   Personnel  Management 

1.  Convene  outside,  objective  task  force  to  analyze  engineering  positions 

The  Professional  Standards  Review  Committee  will  assist  the 
agency  and  D.P.A.  to  appoint  and  recruit  qualified  individuals  to 
engineering  positions  within  the  M.D.C.   The  P.S.R.O.  will  also  seek 
to  analyze  present  staffing  needs  and  where  appropriate  recommend 
upgrading  and  rewriting  of  job  specifications. 

2.  Implement  a  performance  appraisal  system 

MDC  will  implement  a  performance  appraisal  system.   The  MDC 
Personnel  Director  currently  is  evaluating  the  managerial  and  non- 
managerial  appraisal  systems  which  have  already  been  developed. 
Modifications  will  be  made  where  necessary  and  further  assistance  will 
be  provided  by  the  Department  of  Personnel  Administration.   In 
addition,  the  MDC  will  implement  an  Attendance  Control  Program  to 
reduce  absenteeism  and  to  control  lost  time. 

3.  Implement  complete  staff  training  and  development  program 

MDC  acknowledges  the  need  for  establishing  a  staff  training  and 
development  program.   Funds  will  be  requested  to  develop  and  operate 
in-house  training  sessions.  The  performance  evaluation  system  would 
be  particularly  valuable  in  identifying  those  training  needs  which  are 
most  necessary. 

4.  Develop  long-range  staffing  plan 

The  MDC  will  request  that  the  Divisions  develop  long-range  staffing 
plans  and  forward  their  plans  to  the  Personnel  Office. 
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5.  Recruit  outside  candidates  for  engineering  vacancies 

The  MDC  will  make  every  effort  to  secure  qualified  engineers  - 
either  through  promotions  or  outside  recruits.   The  Professional 
Standards  Review  Committee  will  assist  in  this  effort. 

6.  Recruit  outside  candidates  for  engineering  vacancies 

DPA  will  assist  the  MDC  in  its  effort  to  recruit  outside 
candidates.  ' 

7.  DPA  hold  open  competitive  exams  for  engineering  vacancies 

The  attached  memos  (attachment  B)  dated  July  12,  1983  announce 
the  decision  of  the  Department  of  Personnel  Administration  to  hold 
open  competitive  exams  for  engineering  positions  on  November  12,  1983. 
This  action  was  in  response  to  the  request  that  the  lists  be  updated. 

8.  Computerize  personnel  and  payroll  records 

MDC  will  work  with  Administration  and  Finance  to  install  a  system 
of  computerized  personnel  and  payroll  records.   The  MDC  was  originally 
scheduled  to  implement  the  Personnel  Management  Information  System 
(PMIS)  in  fiscal  year  1985.   However,  plans  now  call  for  instituting 
PM1S  at  MDC  within  the  next  six  months. 

9.  After  computerization,  maintaining  and  updating  personnel  files 
should  be  assigned  to  Divisions 

The  MDC  seeks  to  strengthen  the  role  of  the  Personnel  Office  and 
feels  it  would  be  more  effective  to  centralize  personnel  records  in 
the  Personnel  Office.   Responsibility  for  supplying  updated  infor- 
mation will  rest  with  the  Divisions. 

10.  Adopt  policy  of  highest  priority  to  MDC  projects  and  require 
reimbursement  for  use  of  data  processing  resources 

MDC  and  EOEA  review  of  usage  patterns  and  requests  of  the  MDC 
data  resources  processing  to  determine  how  a  new  policy  of  MDC 
priority  and  reimbursements  should  be  implemented. 
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Please  fill  out  the  attached  form  where  applicable  on  the  project/s  for  which 
\     you  are  responsible.   This  information  is  needed  by  the  Consultant 
Selection  Committee  to  furnish  information  on  performance  by 
various  consultants  in  short  listing  from  letters  of  interest. 
The  Committee  is  meeting  Tuesday  "morning  at  9  A.M.  so  this 
information  is  needed  immediately. 
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Consultant  Performance  Evaluation 


Recently  it  has  come  to  my  attention  that  all  project  managers  may 
not  be  utilizing  the  Consultant  Performance  Evaluation  form  here 
attached. 

• 

Please  be  advised  that  all  consultant  firms  should  be  rated  by 
Project  Managers  or  Project  Planning  and  Management  persons  by 
this  form,  copy  forwarded  with  final  estimate  and  particularly 
to  the  Contract  Admi n i strator. 
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METROPOLITAN  O  i  b  .'  R  I CT  COKM  I SS  I  ON 
CONSULTANT  RATING  FORM 


onsultant ' Project 


Original  Upset : Final  Cost 

I.   Number  of  Amendments  to  the  Contract 


If  applicable,  please  explain  the  reasons  for  amendments  to  the  Contract 
include  time  extensions  and  cost  increases. 


2.   Did  the  Consultant:  meet  the  original  time  schedule?  If  net  explain 


Did  the  Consultant  efficiently  utilize  available  funds  during  the 
course  of  the  contract? 


4.   Did  the  Consultant  adequately  understand  and  respond  to  the  requirement.* 
of  the  project  as  directed  by  the  M.D.C.? 


5.   Did  the  Consultant  show  any  negative  attitudes  during  the  process  of 
the  work? 


•j.   Number  of  extra  work  orders  or  overruns  in  the  construction  contract. 
Were  these  added  to  the  construction  contract  as  a  result  of  omissions 
or  errors  in  the  bidding  documents?  If  so  explain. 


"M.D.C.  consuiiaat  n-cauing  .or^i 


7.   Consultant's  responsiveness  during  supervision  of  construction 


3.   On  a  scale  iron  1  to  5  (5  being  Excellent)  how  would  you  rate  the 
Consultant? 


I 


9.   Should  the  Consultant  be  considered  for  future  work? 


10.   Please  add  any  additional  comments  you  feel  should  be  included  in  this 
evaluation. 


Evaluation's  Name  Date 


Title 
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Bz^^.~  "£*'?*-  This  Is  to  Infer*  you  that  the  Departmental  Proaetional  ffraari nation 

fg&-i£:r-x    -  ■■■■-.. 

■;;-w:  _.  _'  uhlrh  was  scheduled  to  be  held  on  September  ID,  1983  Tor  the  position  of 

i&s.-^L'  •.—-■■-.■  ...... 

^Junior  CirH  Engineer,  Metropolitan  District  Conn's  si  on,  has  been  postponed 


•-•■*. 


at  the  request  of  the  Personnel  Administrator* 

The  ffrawl  nation  *ill  be  rescheduled  for  Soreaber  12,  1983  and  a  new 
poster  vlll  be  Issued* 


Director, 
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July  12,  1983 


'  wTT-<fl»  j#  Geary,  CoanlnBionftr 
*  _.  Metropolitan  District  Coawission 
;*/,._  —23  Somerset  Street 
cl^  Boston,  Mass*  02108 


\?fr- 


Dear  Cost!  ssi  oner  Geary:   •  *"♦  *?T   »"*v  ~~^  •■*•■*   r*       - -•*■  "•* :  ■  -   -• 
*£  ~-.~-     -  j:  v  •*  k:  .-*?  *-?    .-.:*.-    .   •     ■  *•  •  . 

_"'~^ ''  This  is  to  infora  you  that  the  Departmental  Proaotional  rraai  nation 
which  was  scheduled  to  be  held  on  September  10 9  1983  for  the  position;  of 
Assistant  Civil  Engineer,  Metropolitan  District  Coanission,  has  been  postponed 
at  the  request  of  the  Personnel  Administrator. 

The  examination  will  be  rescheduled  for  Soveaber  12,  1983  and  a  new 
poster  will  be  issued. 


truly  yours, 


L.  0fDonnell 
Director, 
Bureau  of  Rrami nation 
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